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proniot4 or r^^duce q^ras^ and coneiict aircng pa r tici pan^'.s* This study 
identified such ^l^m^ntR in m in t ^ror gan i^a t iona 1 struc^ur^ tha*^. w^p 
classitfLe3 as a iDoaf^ly coapl^^t ^yst^n). Th»'^ :ntt^*^cjrginiz a*ional 
Bt,ructure eKamin^d warf *hc T Ti^^in^hip e ^ ttif icatian # 
Bquity-Le^aorship, ani Suppjr*^ (rCSS) Proj^ctp a project d^sign^^ ♦lo 
^^^prt a wo^el for lnnre^afn.nq th^ number ofi wcm^n holding 
adBiinistratlve no^i^^iann in ^.h^ Ka nea f Public School System, Data 
w^M ooLUct^a through participant obpervaticns cf th^ project 
coQrlinatoc, Prol^c^ ^1 ^■^^(ii^n*:^ ^.hat promotfa conflic* incluflea 
diif^ir^slty of gaal^ of par* ic ip^ nt s ^ ^h^ liabilltieH of n^m^mBt th^ 
crgani^a.tiQn •s bri^^f lif^spaiip, rfl.irgtna li*^y cf its gcais to -^h^^ 
conGBcns o£ CDOp^ratiriq ag^ncL^s, r-pponsihllity overload by 
part iclpa*:tng admini^^t raters , and asy ff cr^tcical interdep^nd^nc^ of 
utiits. \ r^atjation of corfltc^r was taroiight abou^ by the project b^ing 
a loo«4Ly coupled Ryrteiti, that is, a systfwi cf units retaining th^ir 
iiiaiviaual id'^ntitY and logically anfl Rhysically separate from other 
alaji^^nts, Al^'.hough -^h^ Icas^ coupling produced initial fruitratiDn 
for parti-ipants who ^xp^ct^d cl^ar authority relaticushlps and guiek 
fl^cisiansr ul*-ima^^ly loost coupling a Ucwed participants to d^fin^ 
thfi^ir rolaSp responsibiliti-^s, an i relationships clearly and to 
latntain ^nthu?^ia^m for their Inins^diats tasks^ Loose CDUpllng ^nablea 
the confflict^pron^ Drganization to persist and m^.t its objectives. 
(Ruthor/^JM) 
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tntcrflgcincy istructurcfi Dftcm arc crofttucl to «ioivu a apaclflt; piroblom 
Of to flttttln a pattlcular goal, Ihio papar iUinlyaGn ono yuch Btriictvire. 
ICES I A Project of Intciriiships, Ccrtlf Icatioiij Eqvil ty-Leadarshi p flntl 
Support, iu uypicfll of \\u\ny cKtoiriiulIy Cundud dtfttiiilzatltmo deBJKiiail to 
promotG iiocial ctirfiigc! ICES wau linpluniiintud to tmt a model fof 
liiaruaelnB tlio nunib€:^r oF women hold Inn ndmlniritr^tlvo poDltionri In n 
fitatc'B public scliDoI ayntmnu Att undcratnndiiig o£ the interrelatiionBhip 
bctwcun BtructUL^a nttd l)uliavlor in thia ouo^^^^i^^^tiou ia of value to thorn 
planning to implDiiieiit uLmxlar yutucturea* 

In addlttoni tlia otmni'^-^^tlon fits thu cataRcnrics of ofBanl^ca 
anarcliltie and loosely cDUplcd systcmB* Thi.*i analyslB adde to an iindar- 
Btandlng of <;hw cffcctF4 of Ioosq coupling in otganimtions where eomputina 
goaJ.Si pcrBpoctlveB and valuer and unclaaf teGlinologius croatc a tosiB 
for untusolvabic? conflict* 

Tho paper briafly ddscribcs tha rGscarcli niGthods used tbcn dls^ 
cuBseB Projoct ICKS as an organised anarchy. It deinonstratea that 
several atructurul chaifacUt.*ristics promote organisational confliGts 
participant stref^s^ and Inef f Iciancies • It then examines the effects 
of loose coupling aB a tnGchaiilsmi somatlmeB consalpusly employedj Cor 
reducing oreanisattonnl cniifllet and enabling conflict prone structures 
to persist* 

Data Sourceo 

The analysis was d(?.veloped as part of a continuing formatlvd 
evaluation of Project ICES and the model on %^hlch it Is based. The two- 
yaar project is three cjuarters completed at this time, and a final 



cvnluiitlon in not yd pnnniblo* 

mtn in bolikg cullocutul LlirouHh imrticlpnitt dbaorv/itton. Ah p^^f^J^cU 
coordinator, the author han am^^m to rDlevnnl docUtnoutn (CiBi carrcspon- 
dGncG, progrrno rriportyi BtiJiiallnrH tu pnrtilttlpmitB , md th« proposal)! 
p/irtlclpatun In moat dec ini tmn , rt^gulntty IntuVvJc\^ii IntoriiM ^itul ihuJr 

HxunUtlVG Oommittuu* 

TCI5S, a pirnjGct of Inturimhlpn, Ccif tiCication» Eciutty-LcadotBlilp, 
nnd Support, reBtmibluH mnny Cadarally fundad Btructiirus dcslsncid to effect 
social chanBG* TIig projGcli'B formal goal is to develop and validntc a 
tnodul to InctGauG tlic numbGr^ of wmcn hnldltiB ndmiiilstratlvn paBitioriB 
in a Btntc*B publJc: school *4yBtmH* To nccompitnh thtSj tho projGct 
JoiiiB reprGBentatlvas of thtco ugcncicii— Tho Urtiver^ilty of Kaiuias, the 
Kaneai^ Dcpartmont of IkUicntlDn, md the United School AdmlnlstratorB 
(the unbrclla orivuilEat Jon of nilrntniDttatorB* aBoociatlons In Kanoas) 
In its Executive Committee. The Project has a cooperntlve rcLntlonshlp 
with ten school districts* the coopcrdtins distrlctB aolectcd ona or two 
(dopendlng on sLm of djstrict) wmen from their teaching staffa to 
participate in the program^ and provide settings where the participants 
work as adtninistrative interns fcr an academic ycati In return> the 
project pays each intern a salary amounting in most cases to Igsb than 
half the annual earnings as a teacher, ICES provides some technical 
aseistanee to the interns and districts, direction in deslgnltig the 
internships, and some supervlaiott of the interns. The university also 
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twlnii the Intnrtin thtn'igh a roinbliinL Ion of vogulrtt cautscwotk isM 

mnil tovm^ urbnn mul ^.ulnirbmi HyMtcmai tuul llicy at*i» loctitecl 'iht^oughotl: 
the yfcnte* 

rho £ittcntloH t>t tlioiui nctntn in focuncd m\ a piHUip of thiirtrcn 
wumcti pfcpar'n^ Iv becumc atitiuol cutmltiLi^tratorMi I'bo intpriiM b-\Vi^ 
varied bactcgruuntln nud IntutroytOi tind Lltnlr ajtrnn laii^^n from 1nt<! Mnnt^.uR 
to mid fortlcn* At thu buginnlnB t^u progmm RcmG luid Gnough cidniLn*- 
ijitratlvo noursjcB to bu c]ip,iblG for cur tif icfition u^litlc othar?$ had nona* 

The projuet dKhlbitB uho ch/iractcrlBtiCB pf im organlr.cd anarchy— 
pro1)lt?inatic gonlfJi unci car tGcbnology i and fluid pcirticlpatiort. The 
project* a ovcr^irchinB B^^^'l to promote ctt^inBuo in a stata ao tlmt 
vomun will luivc the oppartunltlan to be hired an Hclionl admlnlBtrci tora, 
TUc^ formal goali as ntatcd nbovu, lo the daVGloprnGnt: | validation and 
diBiicmlnntion of n model. To nccompliidi thosa goale j tha project 
propoHCB to achlevu n broad rangG of objcctivcv^ such as chnnGliifi 
uttitudon of thorn wlio hira administrators^ addins wmcn to thcj pool 
of qualified applicants » hulptng women gain Bponsorn and nccoBB to 
fotfiticil and Informal nQt%^?orka of educators in the atntc, and dlBBeinlnattng 
Information about the modul to relevant publics In the state and nation. 

Participants view these goals differently^ objecting to somei 
tgnorlns others^ and cnthuslasticalLy working toward thoso that appear 
ffiost relevant to tlieir needs and oKpcrtlse. Most participants focus on 
goals and activities of direct concern to their own organisation. For 
example, school administrators attend to actlvtcles Involving planning 



fliid IntcriiflliLpB nnd ai;ci llullf f uircnt to tankn rclnLod to dinouinltmtioii 
of tlio mudGli 

The* tcchnolo^^yi or toclu^nlogleM to achlavu uhoBG RorilB nnd objdc!- 
tlvoji lirci unclocir. Thcirc tr^ no unlvorf^clily ncueptod nnci ViilUlntc^d 
mothod of tralnlnB lU^wtl admlsiiutrat orni ntnlu ur fumrtltu Nul Llief 
flonrrh nor practice haii uotablinhud n coiiiUjiiUU^ abuut uVcrtiuminK tl\c 
particular prnblcMnB and nundn uT wcnnun who plan tu untGt a malu-dotnliwltud 
fluid ^nich an odiicat: iunal adnilnintiation, Thcra iu no guarnutucd way 
to incrc^mc wumon'o participation In forimil nnd infomal netwnrkn or to 
change attltndoy oi Kcluuil bonrd mcmburH and the piibl in toward women 
in aditiiniutrat Ion. Finaliyi tbu pcuplu Lhu project workM to ehnncu arc 
variedi The iiitcifnH- dirri^rc^nt banUBrtnuxctB nnd cnfupr RoalH rt>qtiirci 
indivldualiaud proBi:amu. Thoir goalB, liitutcBtB and nkiilB arc likoly 
to chiincti durtny the conrnc of tlic prDjucti iind bucIi chanucs will 
necoBnitatc new arranncmonts fur the university and school diMtrictMt 
Thus tho cnuBo and effect rclationsliip between many ICliS activitlDB and 
the proJeet'B Boalu and obJecitivcH aro niily tentative aaBumpbionB. 

Participation is fluid. Many admlniBtrntofs are Involved cnily 
during the period when an intern is ausiBncd to tham* Others participate 
only in a few areas or decisions. 

Several aspects of the organisation promote eonflict among 
partleipantB. During the first few months of the project i some discord 
was evident* A for^mtlve evaluation conducted at the half way point of 
the first year identified several structural bases for eonflict* Theory 
predicted and empirical evidence suggested that the project was structured 



fur cottCllct. lUght camiltioim which o^Hplnlnnct Initial iirobicnm allQWacl 
prudicttdn of futufo probiums werc^ Identified. 
l)lvtj^rjq^ £oj\^lH 

The dlVGtrBlty ot |;onin ^tu) vnrlud pDrtiiu^rtivcf^ of the orantils^ud 
Anarchy hn^v ham\ noted ahovu. Initially, iirncttuncr auupltilaiiy of 
imivnriil iltui rtn^itnd a dlvlnLun wjlhlu l\u\ KKcuMitlvu C'uimnt ttcHs 
ninagrcuMiUMU: whh mniit avldnnt Jn onu pf itlu fitnt niajor cholccn the 
conunltteci fncod— thu uulut tloti uC ix ijco juet coutdltrntor , AccoimupdatlnB 
difCctciit pcrspnctlvcii nhout the kind o£ iicraon netidcd to fill tl\Q poaitio 
extended the hlrlnft procen**, Tlio coardliiator bcBatt work five manthn 
after the |)roJact*B Btari Iur date. Thin dulay had ncRativc consequenccii, 
£ar the coordiruitor wan the only full tlmo pTofeBnlonal utafC memhar 
aBBlBncd to tlic project. Bi^enuHu the coDUdlitatar - y tabkii wuVu not bulnB 
porfomedj the nuwly BeluetGd interna had liutlu iuforinatlon about 
the project and even Ichm communLcntiou Cvom the E^cncutive Committee* 
They were confuuud about QKpcctatlonBj reciulrenientH > roles and rcBpon- 
sibilicleB, Ati a rcBult many wore anKlouu and cKpraBBcd diBUatlBfactlon 
with the projget. Intern perception of a lack of ornnnl^ation pGrsiatcd 
throu&h tlm CiiBt mouthy of tliu project. 
The LiabllltlGS of NcTOOSg 

The project is a new orgnnlzatloni Sclnchcomba (1965) noted that a 
new organisation, expecially if it involvGS new oroanlEatlonal formB, 
is iubjccc to particular "liabilities of newiicss." Members of new 
organizations must learn now roles without tlic assistance of fomer 
occupants of their posit tons • The processes of inventing and learning 



iiflW toleri and dcturiiiiiilitH tli^ rolauiuniihipii amaiig tham involvu com La in 
tlmo, ntiKlctyi tcmpor*iiry inefficiency and cqiiClici:* Until ruluB ara 
dofltiatli people who need to know may not ho inCormcdi Temporary 
liottilenDckB that uK|3etianco will Dpun^-up ctcuta yituntiona that can 
only be nolvcd with a ''porpatual pijychulnj'jy of r.rinin**' PaLMdcipantt^ 
luUGt irely on Bocini i*ulationBhipu nUioiig Litt'an^^ui'u | and UUuu ttuot ifi 
moru pi'ucnrioun (y tlnchtiombui 1965, p* IhB) * Until mcmbcrn of tlio 
or[ymt station rol to know one anoti^Ji's they cannot prudict how others 
will rcnpcnid* and they cannot know the otrcnEtha and wcakncofjco oi: 
theiif collcayucB, 

just as the ofgani ^.ation ±b nttcmptiny to accomplish eignificnnt 
tdijkB neccBHary for ItH lon^ term BncccBH, ttUMnbarB are lonrninc 
how to work with, each othuri how to perfora naw tnokn^ and how to nuinagQ 
the Btructurc. AnKiety may bo high, temporary incf f iclenciee may be 
coBtly and fru.Mt rating* and InterperBonal conflicts may arise* ThoBe 
coudltlond fuel the pByeholony of crisiBj which In turn feeds back 
and adds to anKiuty. It is not surprising that now organisations fall 
BO often* 

Temporary Organ! ?.at_lon 

Temporary systems often are seen as powerful mechanloms to effect 
change in permanent organlEations . ^ Ilowev^er, not all temporary organ-* 



lEg* Miles (1964^ ppi 437-490)4 However^ the temporary systems 
Miles discusses differ in many ways from the ICES model. They tend 
to be more limited in time, have clear goals ^ Isolate participants 
frofli their usual activities, and to be limited in space to provide a 
high interaction rate nmong participants* 
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laations ntc ahla no rcHolVci t\m Ikibilltitiii dJ! nownawo. ICKS Ib l\ 
Comporary syatem with a liCuBpiiii of onLy two yGiiifOi and moyt iHiifticipantiy 
arc uHSoclatcd with it fo^' cvoti lone timo, Ah a reaultp many task.^ that 
permanant otganl^^itionB minht foutinl^Q ata treated m unique ovcnity, to 
bo daalt with only omo in tho orBnnl^.ation'a hiatory. Xn soma caBoH 
particiipantLi will not duvotu tiinu to HLruct:iirc or uvtni record dac:lr*lonn 
and vmxnonu Cor thcnu 

If considerable encrglnB ara not devoted to Btructurlng decieion 
iiiakln^^j communications , and in tGracticnsi tliG orBaniEntion will appcnr 
chaotia to pnrtlclpants and obsGirvcrB* Knowledge gained by indlvidualB 
my not become organisational taowlcdgG, and the oamo probloma will recuri 
thus cKacerbatinB tilie pfjycholoiiy of crisis. The project's marginallty and 
participant role ovorlnod prevent people from sponding uho time 
required to GatabliBh ntructurn, 
Marnitiallty 

Participation in ICES is not a central activity for the member 
organigationB, IncroaBing women participation in educational 
administration is not a major goal for any of these units. TaK- 
payGra do not fund public schools^ universities and state dapartments 
of education to provide opportunities for women to enter administration. 
MeiDbers of administrator organlgatlons do not pay dues In order to add 
women to their ranks. Individual members of the Gomponent organizations 
may even oppose that objective. 

The member units are organtzad to accomplish other objectives. 
Thus it cannot be eKpectcd that participating units will alter thGlr 
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procoduroo dMnmfcicully to acconimuiUiUa iGi;S nuatto. OCton ICKB wXll 
be flubocdlnatG to ptcBBliiB oifBtinlantionnl pi^obltmiy more directly 
rdlatcd to cGntral coal^, XCIiS BtnCt nru not nlwnyo llkGly to think 
about coiiMtralntis other organiisatlonu facOt An a ruBultj Bchcdulcd 
actlvitieB may not occur au plaiinQd* ThuHU not in diract contact with 
the cycloB of tlic ochool yoor lior^at about inontliiy tichudulua of board 
niectingB, the prcHS oE contract ncgatiation^? and hirinBi und o£ thu 

year BtrcBaoHt Ab an cKmiiplQi a conflict batwcan this cycle and the 
schodulu Coi: planninn intcrnBhipEi maanu that Gomc intcrnnhlp Bettings 
were not idcntiCiad before in tarns left their difitricts for the oimimar. 
This croatod aomc unneceoaary anKiaty for tliose interns * 
Ovorloacl 

Many adininiBtrators implenientlng the intcrnBhipi in thG dlstrlcto 
and the project's tv;o associate directors eKperience overload as a result 
of participation in Project ICKS. Their major responsibilities within 
their employing Inotitutions demand time and attention. Their duties have 
not been decreased in proportion to the time and energy needed to implement 
the internships i 

This overload is heightened by the extra effort required to overcOTne 
the liabilities of newness and to reduce some of the ambiguity of the 
project* As a result, they are not free to engage in the extensive 
formal and informal interaction which could reduce uncertainty about the 
project* When Individuals face more demands than they can tneet, they 
tend to resolve such overload by giving priority to tasks that are clearly 
defined over those that are unclear and to demands coining from their 
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immociliito co-woi^ktitii ratliui:' than frum mure diatnnt tiuui-ucd. Thu proJuct-H 
marginnllty vlirtiuilly auHuruo that undGtf condLtlouH df ovuif loiul i IdEB tmkn 
will be clcfcrrccli done hurriudly, or innorcd* 

Tim comblnntlon of ovurlond and pro-luct mar^lnality lii particninr hae 
lad to dcfctrad AmiBiom, When admiuintrntoirn nro in thc^ wdxhM of teacher 
nufiotiatlouB, budccit: plaimlnB or other important activitiuiii they duluy 
cnnBidarntion of dlBpoeitioii o£ intornSi Whij.o this hiw not crcritad major 
diff icuitionj thtB dulayB hfivu hann minor irritants for ndnitniotrators and 
wura BourcuB of anKicty for intarnu. In larficr dintricta there has benn 
occaoionnl confuoion whun intcifnB mova from ono nsBlBnmont to another 
bocaiteG adminlstratorB hnve not mat or conmmnlca tod with each other. 
As^gnmotricnl In tGrdopcmdence 

The inter organiieatlonal structure was eotabliBhed under the nsBumption 
that tasks could iiot be nccoinpliBhed without the cooperation of nil units. 
In relation to the ICm taskSp the unitB are interdcpendGnt * llowevcr, sotnG 
are more depcnd(Bnt than others. Wlien some units have little Incentive to 
coordinate, there la potential for conflicts Other research has showii that 
such of^ynimctry lends to resentment among the dependent Indlvidnals (Daltony 
1959) J lends the depGndant individuals to make more attempts to influence the 
relationship with the Iridopendent unit (Walton and Dutton^ 1969), or leads 
the dependent unit to atternpt to interfere with the task performance of the 
other unit (Walton and Dutton, 1969), The eonflict is greatest between those 
who cannot control the interactions or outcomes and those perceived as having 
control* 

In the ICES structure^ the school districts clearly are the most 
Independent of the unltii. The district plays the crucial role In the 
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succaHB of t:hn Inturnuhlii , All bui: om nf the iiit:aruij wr^fn Hdloctotl 
by the cmiiloyinB ncliooi dlatitflcl: to paiftlcipiita in iCl^B* TliQ diyttlct 
providQS tUii Quttlno for the IntcirnBlii p cKpGrlencuiB * IL la t\m Intcfiia' 
intoractiano wiLh uthur admin iBlratnrn and ihc* UItkUi oT CnBkn they tiifc 
allowed to undartako that cumpirlHu thu major ICKB axpurUMicn* Iti the 
futuru, uumu inlLilnM iiuiy Im uinpluyud an adminluti:atoi:ij or. in othur 
capnciltiun in thuir diatrlntn, Uvun tlionu who plan to luava thuir 
diHtrictB ruly hcHivily oii thu rucommcMulationfi and communicationn 
notworkB of thuir cooporatlnp, uclinJniHtra tora , ThnSj tho oucccRti of 
the program at eviiry atagu dupunclB on thu school district. 

IloWQVui?, tha dlHtrictH do liot depend on the ICUS ataff to the 
Bame oKtunt. Suiiio diHtrlctB have aperatcd their own Iritcrn progrnms, 
or have workGd with admlniBtratlve intcrnB in the past and consequently, 
may not need tho CKpcrtiBQ of the ICES EKecuUiva Committee* Thoir 
faculticB can take the courfjework for certif icntion without ICES. 
The only component that the diBtrlcts cannot suppiy themBelveB o^ from 
other BOLirccB are the stipends paid to the Interns for sutranor school 
and the funds provided Interns during their Internship year* 

Districts may see some demands from other units as interference, 
A likely area of conflict is that between university requirements and 
school district needs and preferences* Allocation of academic credit 
for intern activities, the university's residence requirements , and 
reporting requirements for internships may create conflict. The intern 
who must meet the demands from toth organisations faces role conflict • 
Under such conditions, the intern is most likely to resolve this conflict 
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ii ;gi^lng first priority to the disttlct^* prefer ^nc^i* Botli u^iv-^ri^ty 
and dlattflc* r€presenc4tivas must b© saji&iti^e this pressure . 

Tie project ejceinpllf ies the '^loos&ii^ coaipLeJ <Weitki 197 

A tcoB'^iy c£3upled systm coCTl^ts of u^lta wSilch retain their Imdivld^ai 
Idetitlty and are logically or physicalLi^ sep^rat € f rca ^ther elements* 
The^e untti raay be added or wtchdra\mfJM t*^ s3^Bte«i withcut disrupting 
it setiously, 

ICES eleiaenta are GoupJed teciuousLif to a ci©^tra.i utalt' — tie Execatlvi^ 
Cottraitteei As described abovsj ttie CoMittte^ co^sla ts c^f a representatl^^ 
of the p^rtdctpatlng twtversityi the at^ta ^^ibr&lla administrators' 
organt^aciosi^ and the state department of tdmication ^nd the coordlciafccr. 
The tern coo^ersting sclioal dlscri^ts ar« Joisied to tJa ^triJctwe by 
little mau than the good will of thei^ MmldlscTato^i ^nd boarde, 

T^iere are no organl^atiori'-'Wlde stc^ai^tur*^ t< re^uc^ ambiguity * 
The project has been all© t^ e^taBllsli ffew g^ner^l mle^i ffoilciee 
or procedures that apply to all parts »f the Bys tm, E^cli in. tern and 
eacftdlgcrict is treated as a ^ep^rate c^ee, Ctveprcjetft lia^ no forniai 
autliorlt/ o-^er partictpaclng schoal dl^ttict^Qr int^rn^* Atij 
influeqice results from, perstjaeioii- 

LcD^e tiDupling produced trtltiaL tict^tta^iotu i diaeacisf ac tlon v/ltJi 
the project 3 ami at res a for th^ iintern^ * Ma^y ©^pec tid to see clear 
auttiorlty relationship a and quick decislc^ns, Wh^en tie project did nat 
get flaiat decisions or^ totea^n placment tn elie d Istrict^ before the feiid 
of the BCho£5l year J participanc atixlety- Inc^^iase^d, 
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yeak Informal System 

Becauie the project*© coinponents ate sapamted hy considerable 
dlatanceij a coJiesive irifornia.1 system has xio t developed. Interactlon. 
tetween partictjants Is Infrequent* Intersattcn among several coapoiterits 
is even less common* There are few opportviiLltles for face to face 
lateraction- Coiiaeqiiefitly i members of the organigation do not develop 
the Informal relatloiisliLps and mutual understandings which allow IndlirW-- 
mis to predict outcomes and, in some cases, to eQtablish a basts fcr 
oiutual trust. 
Pro:)ect Conflict • 

^blguous goals and diverse perspectives, the liabllltlea of ucw-^e^s , 
the project^s short life and marginality p lartlcipant overload, umqu-al 
dependencG, loose coupling and a weak Infomal systein create a setting 
in which ambiguity and potential for conflict are high, and in whlcli 
there are few orgatii nation wide mechanlanis available to reduce am"blgiilt3^ 
and resolve confLict. 

During the first ten months ^ soine discord and dissension occured , 
The difficulty in hixitig a coordinator has been noted* As Intern 
aseignments were discussed, varied perspeati^ves on the kinds of 
eKperiences interns should have emerged. *IrcJ«et staff suggested that 
interns have at least one defined area of msponslbiltty in which the 
intern could Initiate and implement a course of action, that resulted in 
a "^product." Btiilditig level administrators mte unenthusiastic abo-ut 
this requirement^ as they often could not defiiie anything eKtra that 
meded to be done and t^ere unwilling to reHmmsh authority for any 
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easting activities. They argued that nothing substantive could be donej 
and interns' time would ta spent more usefully in learning thG day to 
day routine of building adinttiiitration. 

Adcainistrators responsibLe for working with interns In their homa 
dtitrlcts differed over the need for depth versus breadth of ejcperienae. 
Central office administrators tended to stress the importance of 
Ireadth of eKperience, They argued that the internship provides an 
cpportunity to gain an overview of a districts its problems 3 and the 
fulL scope of administrative tasks* Individuals who enter administration 
%dthout an internship rarely have initial eKposure to d±stirlct--w'ide 
concerns. In contrast ^ building level admitilstratori tended to atresa 
the importance of depth of experience* They perceived the Internship 
as an opportunity for an individual to assuine responsibility for many 
activities in a school. Some defined the position as similar to that of 
asslatant principal. From this perspectives involving interns in any 
activities which remove them from the building reduces the principal's 
t^illlngness to assign meanlngfuL responsibilities to the Intern, 
Cotisaquently * as they began to plan their ysarj interns faced role confllet. 

By the end of the project's first years dlsagreeinents wre less 
evident* Interns were working In their districts with little role 
conflict. No dissention was apparent within the EKecutlve Committee. 
The project's objectives were being met and activities occured as 
scheduled. The initial disagreement and predicted conflicts were not 
evident. E^mlnatlon of interaction and decision making suggested that 
loose noupllng among organisational elemints serves to reduce conflict* 
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Loose C oupling and Cotifllct Reduction 

Interaction, amorig participants in the project became mm less 
fraquent thaji during the initial months* The Executive Cotimittee has 
not met as a group In the past tan nionths. No .choices hav-e beeii defined 
aa relevant to all members o£ the conunittee. Instead 5 choices have been 
made mllatMalLy by the director or coordinator after consultation 
with the app%oprlate meinber of the committee, 

Farmal occasions for group meetings are rare* rwo "tnterii breakfasts' 
attended by interns and cooperating administrators have been held at the 
annual state^ida administrators ■ conventions. Though soine project 
InforEDatlon Is given participants^ these meetings are prlniarily social 
occasions* During the sunmier interns 5 some of their cooperating 
administrators j and project staff met. These sessions were a mix of 
socialising, meetings between individual Interns and administrators 
and question and answer sessions # One group problem solving activity^ 
a discussion of ^ays to limit intern role conflicts occured, 

A project advisory council brings together Individuals familiar 
with equity issues and education. This group has met twice during the 
project's eighteen month eKlstence, 

Adciinlstratora in the cooperating school districts have made the 
deGlsions aboiLt Intern placement and activities. In only t^^o cases 
was the director Involved in placement decisions; in one case his role 
was to recoiMend guidelines ^ and in the other he played an active part 
because of his close ties with district administrators* 

The Interns' specific activities have been determined by each intern 
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and the admitilstirators with ¥hom she works directly. The coordinator . 
provided a frraiewrk of suggested activities and pxoject requlreineiits* 
Although all inteiriis receive acadeBiic credit for ititern activities 3 thase 
activities were determined with little reference to the director or 
other faciilty metnbers* 

Even within districts administrators tend to couple .elements 
of the internships loosely* Where interns divide their time between 
schools and central office, administrators often have scheduled the 
year so that there is little need for joint deelsioii mking. The most 
popular Schedule puts the Intern In one setting at a time so that she Is 
only responsible to one adrnlnlstrator at any given moment- Only one 
intern has attempted to coinbine central office and building level 
activities for the entire year, Origlnallys the project had suggested 
that each Intern forni a support team-' of individuals from different 
areas and levels in the district to give the intern access to people 
throughout the district and to help %d.th planning and evaluation of 
intern projects and responsibilities. In practice^ this team serves 
the intended functions only In small districts where the intern already 
knew administrators across the district and/or where the intarnshlp Is 
concentrated in the cencral office^ In the largest districts ^ where the 
support team would be most useful to the Intern^ such a group either 
has not been fonned of does not meet- 

Ghoices have been made by those most directly involved in an issue. 
As a results interns and cooperating administrators are satisfied. The 
initial ambiguity and anxiety surrounding their participation has been 
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resolved, With minimal role conflict and with a clear understanding 
of their responsibilities interns have worked enthusiastically and effec-- 
tively at their administrative tasks. The coordinator's visits to 
participating distiricts serve the function of "careTODnlal congratulation" 
(Willower and Guthrie , 1973) • Meetings between coordinator, ititern and 
administrators maintain the sense of belonging to a coinmop organisation 
and of participating in a mutual endeavor. Such Interactioiis lielp to 
maintain the projoct as a "social reality^- for intefns and administrators* 

As interns work energetically In their districts, they postponG 
project and university requirements* The more deeply Involved in admin- 
istrative activities Interns have hacome, the less conscientiously they 
have attended to required reports of their activities. Those doing 
Masters theses have postponed topic selection and research as long as 
possible. They have not identified thesis topics which directly relate 
to their administrative responsibilities. They haye defined acadeinlc 
requlrenents as separate from their administrative sctlvltles* 

Project components were loosely coupled to the Executive Comniittee 
and to each other in the original design. However j participants 
appear to have consciously furthur loosened attachinents to reduce both 
ambiguity and conflict. Whether measured by interaction rates , number 
of shared decisions ^ interdependences or authority relationships^ coupling 
has become weaker than assumed In the project's original structure* 
Linkages are af f ectlve^--commitment to individual interns and general 
good will — rather than task related. 

This loose coupling has allo^^ed the organigation to persist where 
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conflict otherwise would have disrupted it# In addltlGiis it has reduced 
the initial Mblgulty which frustrated interns and, to a lesser extent i 
eoae of the cooperating administrators, Without taking other project 
eleoents into account. Interns and their cooperating administrators have 
been able to negotiate satisfactory work arrangements and clarify roles 
and reBponslbllities, 

This analyils suggests that in organisations where potential for 
conflict is hlghj formal conflict reducing structures (such as a 
hierarchy of authority) are absent^ and participanta laclc time or 
opportunity to negotiate organization'-wlde agreements, components will 
be loosely coupled to any central unit and to each other* Loose coupling 
also will allow^ participants to define their roles ^ responsiblitlass 
and relationships clearly and to raalntaln enthusiasm for their iimnedlate 
tasks, i^hen participants look to a central authority to reduce ainbigulty 
and resolve conflicts they are disappointed ^ and they may report 
dissati^f action j frustration and job related stress- A central unit 
or authority cannot meet thq^e eKpectations* Loose coupling enables 
a confllct-protie organization to persist and to meet its objectives. 

Hot^everj loose coupling also entails costs to the organization. The 
data from Project ICES contradict Weick-s assertion that administrative 
costs should be low in a loosely coupled system* Wlien adniinistrators 
must make decisions with individual units serially^ administrative costs 
will be higher than in organigatiotis where standardised procedures or 
group decision making can be used. Project administrators spend considerable 
time in conffiiunlcation with other participants in order to maintain the 
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organisation. Consequently, the project -s major expenses consist of 
administrative salaries and travel and communication costs. 

This finding should not be surprisingi Other studies have found 
that the size cf the administrative component of an organisation ^rows 
as the niflttber of places in which work is performed increases, as role 
specialisation a:*d differentiation increase (Anderson and WarkoVj 1961) ^ 
and as both subordinates' and supervisors- task compleKtty increase 
(Bell, 1967) * It seems probable that many loosely coupled syst^s will 
be characterised by Bpeclaliged and differentiated roles , task complexity 
and multiple work locations. When activities do not require coordination, 
the task of administration becomes continuing the social construction of 
reality. The face to face Interactions and frequent ceremonial con-^ 
gratulatlons involved in the social construction of reality are cKpenslve* 



The loosely coupled system has proved to be an effective structure 
for achieving Project ICES objectives. It allows fleKlble response to 
diverse client needs and career goals. It has accommodated a wide 
variety of school district policies and procedures. It has had a 
significant Impact on the lives and careers of most interns. 

However^ the structure proved Inadequate to resolve conflicts , 
reduce stress , and clarify ambiguity during the initial phases of the 
project* Consequently 5 components moved to loosen further their 
connections with the projects This strategy avoided conflicts and allowed 
problMS to be resolved one at a time. 

The eKperlince in Project ICES suggeste that the demands on project 
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administrators are even greater than in an organization where elements 
are more tightly coupled by authority relationships, shared activities , 
Interdependence, or Interaction* During the project's initial atages, 
these dOTanda are especially great* It is crudial that all central 
administration positions be filled when the organisation is scheduled 
to begin its tasks. Administrative resources would be more effectively 
allocated if concentrated at the beginning atages of such an organisation. 
At this stage, the liabilities of newness are greatest* To overcome 
them, ektra resources must be spent to ostabiish a social system. 

The final impact of this organisation on the participating agencies 
and on education In the state cannot be asaessed until Project ICES 
has been completed; however the project already has had an impact • 
Although the loosely coupled aystem cstinot effect great change on its 
components directly, the organisation promotes change indirectly. The 
involvement of opinion leaders in a successfiil and popular program already 
seems to have increased Interest in administrative internships throughout 
the state* Administrator requests about continuing the program and 
enthusiasm about contributions interns have made in their districts has 
led the university and the United School Adnilnistrators to plan a more 
permanent adrninistrative internship program, Thus It appears likely that 
some elemeats of Project ICES will remain coupled even after federal 
funds are terminated. 
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